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Management Must Manage 


By 


Professor of Public 


he ynote addre $5 pre enile d al thre ofn nine 


International ( ily Managers As 


RECENTLY asked the city manager of 


a large city whether he ever had any 


time to himself in his office and his an- 
swer was no. This may or may not be typi- 
cal, but one suspects that the legitimate pres- 
sures On a manager's time tend to minimize 
the amount he can spend on personal pro- 


at his desk 


with both the 


duction Qf course this may vary 


size of the city and the pre- 


dilection of the individual manager. In any 


] 
case, the manager needs to organize himself 


to do a management job without doing it all 
himself 

It goes without saying that any publi 
manager must operate within a political at- 
The American fear of 


powe! is venuine and commendable We all 


mosphere executive 


know that no city manager can last beyond a 


short honeymoon if he acts arbitrarily and 


dictatorially. Yet the original campaigns to 


adopt council-manager charters quite unl 


versally encountered the fear that the city 


manaver idea was inherently undemocratic 
Out 
fectiveness under contract with the Othe of 


Naval Research points to two broad critica! 


three-year study of organization el- 


1) human relations, and ?) organiz 


Ihe 


other but correlate rather highly 


areas 


ing two are not independent of each 


Phere may 
be among those prese iit persons who hbeheve 


that a manager who is apt at suppressing the 


* Eprror’s Nore: Mi 
the facultv at the University 
1929, is currently an inve 
Oftice of Naval Res 
effectiveness. He is a me 
Personne! Commission Angele City 
School District and i veral well known 
books including Municipal Admintstrat (1940), Su 
peroisior of Personnel (1951), and co-author of Pul 
Administration (1 


Phitines 


ot So 


wit 


Sines 
tract with the 


organization mber of 


session of the 


JOHN M. PFIFFNER 


Administration, University of Southern California 


Mi 
4} i Conference of the 


i 


Innua 


sociation in Los Anveles on September 21. 1953 


fires of human anguish need have little or no 


aptitude for internal organization Soth 


practical observation and scientific research 


tend to controvert this assumption 


One pertinent conclusion flows fror 


serving city managers ¢ 


years. It is that to survi has to po 


something more than an ible 


agret 


meanor and a desire 


that 


to ple iS peopl 


these are unilhiportant they are 


mendously SO Sut good hu an re} il 


management should be goal-centered 


means that merely being at 


enough it must be lL yeae ked up by some 


! 
ministrative know-how 


The city manager should assume admin- 


| this does not 


istrative leadership, but mean 
that he should order people around or that 
he needs to beat his own drums. The heart of 
administrative leadersh p Is ¢ oordinated ac- 
The 


COIl- 


team approach 
al le 


) 
council, ] 


tion and this means a 


manager's team has ist thre 


(1) the 


publics which influence administration, and 


city 


ponents the various 


3) the officers and employes s of the city 


We are beginning to obtain some re rc} 


results which indicate the type of admit 


tive leadership which brings al 


stra- 
1; 


wut Coordl- 


nated team action. It can be most iptly de- 


scribed as participative, communicative, and 
vet 


people to work is to make them feel that they 


people-centered in nature. ‘The way to 


belong to the team. ‘Thirty years ago such a 
statement might have come appropriately 
from a hortatory chautauqua orator, but to- 
day we know its basic truth because we are 


verifying it by basic research. Thus, good 


management leadership is fundamentally 


demo ratic in essence and prac tice 


4? | 
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We have verified tl in our studies in the 


United States Forest Service where the forest 


supervisor and_ the ranger occupy 


yt dissin that of the city 


positions me 
I 


manager. To be sure, they do not report to 
city councils, but they do deal directly with 
a variety of publics and interests such as 
lumbermen, grazers, hunters, campers, cab- 
Prac- 


time 1s 


in concessionaires, and forest villagers 
tically the 
spent in dealing face-to-face with these for- 
the better 
thei 


one-fourth of ranger ’s 


est users Furthermore. rangers 


are those who carry clientele along 
with them through conference and face-to- 
face discussion of the facts 

Another one-fifth of the ranger’s time is 
spent in planning, which is just another way 
of saying that he organizes, because plan- 


What do 


involves such 


ning iS organizing and vice versa 


we mean by planning? It 


simple things as having the work laid out 
when a crew reports for duty, seeing that 


tools and materials are on hand for a main- 


tenance project, and securing right-of-way 


today for a road which will be needed three 


years trom 


now. We said that these simple 
procedures seem obvious, yet when they are 
viewed in their totality they add up to the 


success or failure of a 


management enter- 


prise his is so because the simple tenets ol 


organization and management are so olten 


ignored or violated even in normally success- 
ful ventures 


It has 


Mah 


become a trite commonpl ice ol 


igement theory that the man at the 


top 


frees himself from detail so that his time car 


policy, and public 


published a 


be devoted to pl inning, 


relations idley once chart 


which showed that the skills required ol a 


yublie works dit ( vere 
I 


per cent tee h 


nical and per cent administrative for a city 


of 10,000, but on per cent technical and 

\) per cent exe 

The 

ly to the | ty mar 
| lry 


good ad 


capacity for a city of 
OO 000 nciple applies rough- 


iger today lhe 
duces others to we 
There are rougt 


duce best results 
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| he 


ions 


izing and generating a team spirit two 


vO toce ther pbecause asi ooth organiz 


a well-articulated machine in which both 


humans and inanimate things are well co- 
ordinated The 
forth below are supported by the Prudential 


the Michigan 


Center and by our own studies in the United 


which are set 


Cond lusiot S 


Study by Survey Research 
States Forest Service 

he proper behavior of an « {lective man- 
agement leader is a Curious mixture of ortho- 
dox management concepts and the new so- 
Let us try to pinpoint what 
Lhe ele- 


mentary step is to break down the work into 


cial psychology 


voes into the process of organizing 


essential tasks, then arrange the tasks so they 
will constitute orderly jobs and procedures 


for people and machines to perform. Be 


sure 
is to do and 


See 


that everyone knows what he 
what those working with him are to do 
that each one knows who is his boss and that 
each supervisor knows who reports to him 
As organizations bee ome | irvec! and ast isks 
become more ¢ omplex, there will be greater 
need for putting those matters in writing 

A fundamental phase of the process of or- 
gomg to 


ganizing is delegation. If we ar 


have our city manager spend the major 


share of his time in policy, planning, and 
public relations. his office must be organized 


The 


enable to org 


on a basis of delevation ibility to dele- 


gate is only partly an nizing 


techniques bye ! iV detail ts are 


illy 


ed only W 


constitution: ind can be 


chan: ithin narrow limits 


Sut if you are a manager who spends 


nights at your desk and who takes 


full of 
yinptoms ol hypert nsion, 
follow 
| 


mianhy 


home a brief case unfinished 


ind if 


ulcers 


papers, 
you have 
and chronic fatigue, try the 


your secretary record what you do 


in quarter hours. Turn these 


reasonably 


reduce 


su Re- 
|. M. Pfiffnes 
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done at all. If the council will not allow you 


a bricht idministrative 


the University 


young ASSIS 


tant from 
of Southern California, then 


farm out these extra duties to pe ople already 


on the payroll even if they are located in 


other departments 
Many people fail to delegate because ther 


that the | 


fear assigned tasks will not be done 


properly or that something will go wrong 


There are two broad approaches to this 


phase of organizing (1) selecting people 


who can carry the load, and (2) knowing 


what they are doing without “breathing 


Phere will be those who 
that 


system prevents the selection of reliable sub- 


down their necks.” 


cry out immediately the civil service 
ordinates 

Without denying the stratifying effect of 
some civil service laws, one hastens to sug- 
that the fault 


supervision 


gest is often one of defee tive 


which finds ‘“‘civil service’ a 
convenient scapegoat 


ing out of World War 
military 


Phe biographies com- 
Il convince one that 
our system has been very much 
more successful in developing organizers and 
delegators than in the civilian phases of gov- 
ernment 

The service schools of the 20’s and 30’s 


produced majors and lieutenant colonels 


who had never had a command, but who 
stepped in and organized 10,000,000 men 
into history’s most effective war machine in 
a short three years 

As Eisenhower said in the first few chap- 
ters of Crusade in Europe, this 
(1) General Marshall’s 


men and delegate, and (2) 


was due to 
uncanny ability to 
select the con- 
stant theoretical training in staff work at the 
service schools 


Organizing is facilitated by setting up a 


checks which let 


ind 


trouble 


network of internal 
know 


alarm signals to indicate 
Some 


one 
what is going on which serve as 
belore it 
checks for 


the periodic budget 


occurs common internal 


the city manager are 
report ol ¢ xpenditures and revenues, reports 


of work performance compare d to predeter- 


| 


mined 


standards, and the incidence of tratli 


accidents 
Phen there is a web of procedural checks 
familiar 


audit of encumbrances, the 


among the most of which are pre 


traveling audit, 
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permanent inventories 
and preventive maintenance ot 


While such procedural 


are based upon com- 


supplies 
plant and machinery 
| 


checks are simple and 


mon sense they ire too often inaugurate | 


after abuse 


A well 


enables the 


. ' . , 
has brought their need to light 


irticulated plan of internal checks 


manager to slouch off detail witl 
the assurance that if things do not go well he 
to t ike ( 


will be infort in time orrective 


steps 
The new findings in the area where social 


psy¢ hology meets management are in many 


Man’s cultural 


heritage relative to organization and motiva- 


respects the most startling 


tion is dominantly authoritarian and pater- 
nalistic [he patriarch, strong and silent, 
who creates his own policy single-handed 
and then orders compliance, characterizes 
organization values which have been chal- 


lenged but recently. We are beginning to 


learn that democracy is not only the most 


effective type of organization of the state, 
but that 


dures correlate positively with measures of 


democrati¢ management proce- 
productivity 

The effective manager is not the proto- 
type of Jehovah. He is rather one who con- 
sults and confers, who not only communi- 
cates his views downward, but who listens to 
news from below even if it is unpleasant. He 
IS approachable by subordinates whom he 
does his utmost to help both in their work 
and personal problems. While he makes his 
own dew ISIONS, they do not become final un- 


til he 


nates 


has consulted his principal subordi- 
Apt in the art of conference, he en- 
courages the expression ol opinions contrary 
this way he 


which is stronger tha 


to his own. In builds a te 


tals who co 


organize! 

of orthodox 1 

he allocates re Sponsi! 
and he 

He als 


tail, 


] 
assigns peopk 


» frees his own 
and tOlwmle 
1)\ } 


others his display 
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he world is full of eager beavers who | li iving his confidence and respect in 


will take the ball and run if properly encour- em as human beings. His approach to su- 
aged. |i rder to assure himself that tasks ervision 1 hara rized by consultation, 
will be well perfor 1 even though he ition, and two-way communication 
not do them hi lf or is not presen t| | behavior nd tive of streneth 
good organize up a network of intern ither than knes his is not a copybook 
checks, lines of communication, and period maxim based primarily upon ethical consid 
reports - i imeet! signals In « i- I 1 l hy minning to merge as a SCl 

meering researches 


nost out of peopk 


t 


Keys to Better Management 


hy Chairman Bert Vi fohns ind ot pa nembers at a 
sion on the first day of the 39th Annual Conferen the Inter- 


national Cit) Managsers Association in Los inveles on September i 1953 


INTRODUCTION 
By BERT W. JOHNSON 


City Manager, Boulder, Colorado 


WE ARE here dedicated “‘to inspire and those who are, this panel is not for you. For 
further the development of admin- — those who in humility believe they can learn 


istrative leadership.” We are here to pro- new tricks, we invite your close attention 


vide you with ‘“‘keys to better manage- his panel is committed to the theory 
“nt”? "e | t , 1 ce " 
ment.’ We ask that you think on these mat that a city manager cannot stand still. We, 
- , hink he » $Sfeeqe?? m: . 
ters, that you think how the “keys” may be — Jike the bicycle rider, must progress. must 
used in your city. that vor nk on these 
; : ve y r ren — : ; move, lest we fall. The bicycle rider has 
matters in true humility Oo learn, each ol . ; 
F Newton’s law of gravity as a dramatic re- 
us must first recognize the need for self im- | f 
minder of the need for progress. The city 
provement—-the urgency of finding new 
manager requires a sense of profe ssionalism, 
tec hniques lor greater etlectiveness ld 
sbly an experience ol protessional dis 
We can devise no better theme for this , ; 
aster, to ale him to keep moving up in 


j 


panel, or for this conference, than the one 
competence ind in insight 


that runs: “Do not envy the successful man- 
ager, study his habits and give him competi- Permit us therefore to dangle some keys 
tion!” before you, keys tha y open new door- 
loo many in our profession, and probably s that 
this applies inly to those absent from y Hit yout itl situation. ‘The lock 
these sessions, appear to know f the an miths ou ow rers. Lovether, 
swers ire pretentious wit! wh good hey h +/ year ro experience in 


works and ol our ow! | ven + cifles ron t to cova 





WHAT IT TAKES TO BE A GOOD ADMINISTRATOR 


By CARLETON F. 


City 


ROBABLY no two administrators have 

the same qualifications. However, there 
are certain basic ones in those individuals 
who have been most successful in their work 
Briefly the task of an administrator is to 
know his job and to perform it as well as he 
can. Knowing the job essentially means hav- 
ing the necessary technical training or ex- 
perience as a prerequisite. Doing the job re- 


the skill 


through a knowledge of human relations 


quires application of technical 
It has been my observation that neither 
phase of the administrative job can be iso- 


lated. Some administrators have technical 


ability but have failed miserably as practical 


administrators, while other personable men 
(;ood administrators must 
combine both types of skill. However, I shall 
skills, 


they are 


have also failed 


not discuss technical because given 


normal intelligenc« the easiest to 
acquire 

Working with people is more difficult to 
learn, but it enters into every phase ot our 
job. It has been clearly pointed out many 
times that a city is the people The people 
are the citizens for whom we work, the coun- 
cil that employs us, and the staff which sur- 
rounds us in our work. Our real objective is 


to generate the confidence of all these ele- 
ments in order that the city’s operations and 
activities may be carried on in a healthy at- 
mosphere Public confidence is not obtained 
through public ity Campaigns because many 
times such campaigns backfire 


Many that 


cannot turn a community upside down, and 


managers have learned you 


that a successful program must be planned 
over a long period of time with a careful and 
education de- 


straightforward program of 


signed to win the understanding of the com- 
tell 


The suc- 


munity. It is not always possible to 
people just what they want to heat 
cant 
the 


community if he is doing his job, but he can 


cessful administrator realizes that he 


always avoid creating some enmity in 


hold such unfavorable reaction to a mini- 
mum by patiently and calmly working with 
the individuals who are potential enemies. 


SHARPE 


Manager, Hartford, Connecticut 


A successful administrator works closely 
with his legislative body, endeavoring wher- 
ever possible to work through them even 
though technically under his charter it may 
not be required. Nothing will be more bene- 
ficial to an administrator than to establish 
clearly his willingness to keep everyone in- 
the 


press and radio of what is going on in his 


formed through reports and through 
administration. This principle also applies to 
staff relations. 

Contacts with the staff should always be 
professional and friendly but not too inti- 
mate. Periodic formal meetings are appro- 
priate when an important agenda has been 
arranged. Smaller staff meetings can be held 


from time to time but an even better me- 
dium for establishing good staff relations is 
for the manager occasionally to visit the staff 
Attending 


departmental staff meetings occasionally is 


informally in their own offices 


also helpful 

In the personnel poli ICS ol an admiunis- 
there is 
The 
people working for you soon know whether 
lual 


Well prepared personnel rules ex- 


tration care must be exercised that 


humane and fair treatment for all 


you have a real interest in their indivi 
welfare 
plained in manuals available to employees 
relations between 


For 


sion for the extension of sick leave 


help to establish good 
management and stafl instance, provi- 
to an CIn- 
ployee who has faithfully worked for the city 
but has exhausted his sick leave 


method of 


bank is one 


clearly demonstrating the hu- 


mane attitude of an administrator. Being in- 


terested in the training of your staff is an- 


other important way to foster confidence 


\ good administrator should spend a co 


siderable portion of his time in studying and 


reporting on the basic problems of the com- 
munity. The people expect the professional 


administrator to lead them, expect him to 


analyze the traflic problems or the financial 
problems and to present a program for im- 
provements to the council. They expect him 


to program the public works needs of the 


city and the financing thereof so that they 


| 246 | 
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an feel tha r community is progressing 


\ rood muustrator seeks to stabilize the 


cost lactors in | vg nimient People expect 


a manager to assume some leadership in de- 


vising programs to relieve the taxpayer of 


unfair financial burdens if they exist 


If he is to be 


must deve lop 


successful the administrator 


certain personal controls 
| hese traits are not easy to acquire but are 


will which I 


learned from mi: 


essential. | cite a few have 
experience 

1. /ntegrity. Nothing is more important to 
the long 
than the 
honest above all else 
but his integrity must never be questioned. 

2. Patience. Many a 


found out on a limb by 


britth 


term service of the administrator 


recognition 


by people that he is 


He may make mistakes 


good manager has 


himself being too 


Lime he ils Wianhy problen S loday’s 


is forgotten ton An enemy yes- 
terday may bea 


3 1 ene ” » 


place for everything and a @ 


news 1IOrTrOW 


friend 


next week 


[here is a time and 


ood admunistra- 


he sens e to the forces in his com- 


tor must 


munity which pertain to any particular rec- 
} 


ommendation 


e is making. He should pre- 


sent it when the atmosphere is favorable for 


its reception. This applies in such particular 
situations as employment of consultants or 
limits. 
result in’ bad 
favorable 


received without 


members from outside the city 


stafl 


Soimetimes such will 


actions 


relations, while at nvore 


public 


times they will be a ques- 


tion 


ible to take as well as 


to give is a trait which administrators must 


learn even though sometimes it comes 


through shock treatment. The ability to ab- 
sorb punishment and to come back up ficht- 
as it 1s 


ing is as essential in an administrator 


in a boxer 


5. Humility 


ity is essential 


In all human relations humil- 


It is hard to define but essen- 


tially it means meeting people on a common 


ground, the ability to recognize the other 


person’s point of view and to make conces- 
sions where necessary for harmony 
Nothing is more im- 


6) A sense f humor 


portant to an administrator in local govern- 


ment than the ability to have a good laugh 
in the middle of a perplexing debate or prob- 


lem. Some people are gifted with this person- 


lO BETTER MANAGEMENT 


ality trait but others have to work at it 
’. Perspect Lhis involves the 


plac e first thines 


ibilitv to 


first to see each day’s 


work in its rel tionship to the whole of life 
and each problem in its relationship to the 
total objective of our job. The ultimate real- 
ization must be our relationship to God and 
our dependence on Him for help in our most 
troublesome days 

All of these traits are not present in equal 
ich manager has 


measure in any one man. EF 


his own streneths and weaknesses. However. 
an adn mistrator must Posse ss most ol these 
able 


advantage 


traits in some deeree if he is to be to use 


his technical abilities to best 

Per] aps the best summary of the qualities 
of a good administrator was recently pub- 
lished in the following statement 


1. He 


periors, subordinates and equals know that 


possesses moral integrity His Su- 
they can trust him completely 
2 He knows his rol) 


. He 


staff, 


his 
He 


best from each 


things done. He knows 


vcs 


their strengths and weaknesses 


knows how to call forth the 


He doesn’t try to do everything him- 


self 


mensurate authority and holds the del 


He delegates responsibility with com- 
vatees 
accountable for results 
He giv 
brush off 
steal them 

6. He is fair and impartial. He has no 
favorites be 
subordinates 
He always 


and planning make life 


credit is due. He 
does he 


Cs ( redit where 


doesn't eood ideas. nor 


is friendly but not familiar with 
scems to be ahead of things 
less 


His 


hectic, 


foresight 
tly feel that 


are wing spent on productive 


so that his stafl can hone 


their energies 
eflort 


] 1 
8% He has a keen imagination together 


with a sense of humor 


Saving 
9. He has the ability to Inspire others to 


want to work 


10. He has a sympathetic understanding 


of the other fellow’ pro lem 


1 Albert Pleydell, eu Brass Tacks al 
of an Executive Ww rk: Albert Pleydell 


ciates, Inc | 


it the Jot 





GETTING WORK DONE THROUGH OTHERS 
By C. A. MILLER 


City Manager, Saginaw, Michigan 


AM sure that there are 


different methods of sec 


at le iSt aS many 
uring results and 
enlisting the help of others as there are n 
Howey 

| 


certain fundamentals 


an- 


agers er, i your ideas were all boil d 


down would emerge, 


together with generally accepted techniques 


for attaining and supple menting these fun- 


damentals. In my opinion there are four 


basic propositions for getting work done 


through others 
The first 


vate re sponsibil ty 


the mat 


St 


is that 
ine 
learn this 


ough al ¢ 


some exccutives never 
ireer of 
failed to learn it 


ork done thi 


and struggle thi 


because they have 


for getting w 


others is not to do 


requisite 
If you are 

to do all of 
will 
glad 


Ss Ol 


it yourself! 
personal bottleneck and atten pt 


the | 


work yourself, your subordinates 


soon discover your shortcoming and be 


You n 


cool calculation, but by whatever name it 


to let you do l ay ¢ il] it lazine 


goes the manager with a clean desk and an 


orderly mind is the one who has confidence 


re sponsibility 


assistants and delegat | 


in his 
to them 
However, your subordinates should fully 


then Lach 


pic- 


understand what is expected of 
individual should have a crystal clear 
ture of his tasks and re spol sibilities. Tomake 


this clear you should determine your general 


policy and the end results desired by discus- 
sion with your staff, and you should make 
sure that these policies and end results are 
well understood by those whom you expect 
will carry them out 

The second fundamental is that responsi- 
It is 


easy to tell someone that he has complete 


bility without authority is meaningless 


authority to do the matter at hand, but 


unless you are careful you can very easily 


destroy that authority without intending to 
he re is that 


that 


do so. One thing to remember 


everyone should have only one boss, 


directives should follow the organiza- 


tional lines so that the 


youl 
man just under you in 


the organizational hierarchy will discover 


what is expected and what 


things are 


‘dd, from 


his underlings 


you rat from one of 


Don’t make 


undermining your 


ier than 
the mistake of 
subordinates’ authority 
through thoughtlessnes 

The 
sistants are presumed to be competent. If 


should be 1 | 


s on your part 


third fundamental is that 


your as- 


replaces 


they are not, the y Vv 


those who are by means of the most careful 


pal 
ipa 


pegs in 


! 
seicction process loo oiten in mun 


by iness we with 


put up 


holes.” If 


“square 


xpect have 


you ¢ 


mn, you 


1 in whicl 
he fourth { 
inten- 
Merely 


they 


check the rest loo often the best 


tions fail through lack of a follow up 
| 


ordering things done doesn't 1 if} 


that 


will be done. You must develop a follow-up 


system and you should institute periodic re- 


view of all matters pending with your sub- 


After all, the 


may not progress steadily from 


ordinates things to be done 


Bal eption to 


completion, and if they are stalled 


SOriiC=- 


where along the line you and your subordi- 


nate should both know why there is no 


progress and when they can be resurrected 

I have touched briefly on the four funda- 
mentals of getting work done by an organi- 
zation. There are numerous techniques that 
are useful in accomplishing these purposes 


} 


Ihe most obvious one is that those organiza- 


tions with a high team spirit get the best re- 
sults. After all, the manager is not necessarily 


\s a 


about 


smarter than anyone else on the team 


matter of fact he probably knows less 


departmental matters than department 


aL is do 
Administrative 
football 


organizations 


teams. If one person 


\ 
assignimnent the team may 


out an 


liportant then that the team 
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that vou s! 
tions. It is 
when credit 

when criticis 

ever, that your criticism is not intem 

and never criticize subordinate 

It 1S 

ites from unjustified crit 
When things go w 


share of the blame—even 


pres nce ot othe rs ilso your 10 to de- 


fend your subordin 
ICISIT} rong accept your 
than 


Don’t try to pass it on to 


nore youl 


share someone 


id that 


the boss. ar 


the 


else. Remember are 


though si else makes 


the 


even 
takes 


you 


one mis 


primar responsibility lies with 


You should conduct yourself so that your 
know 
things off 


and 


subordinates will where you stand 


Don’t stall or Learn to say 
ev en” 


swe! IS 


put 
or **No’’ 


necessary 


explain why your an- 
The full of 


managers who put off decisions 


woods are 


would-be 


longer than they should. Fortunately for the 


yrofession this type usually does not last 
I 


long 


TO BETTER 
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ple Observe the 
Your sub- 
in individual 
ich and will 


others 


v1 should seel 


mir team 


depart 


nental prol)- 
vill welcome the op- 
You can make 


to get the 
/ 


depart Wwpol fore making a 


yordin ites as 


aecision | Vou 


ind you will 


Ihe 


would lik em to treat 


Vou 
likely ric he response rewarding 
cold fish”? n 


We recently 


to ¢ 


ikes a manager! 


Poo! 


hired a university professor 


mduct some in-service training for our 


people in the basi principles of 
Some things he 


Super Visory 


supervision said were so 


good that we were all required to learn 


them I will pass them on to you: °° | here are 
five principles for good supervisory relations 
1) Let your worker know how he is getting 
when credit is due; 


along; (2) give credit 


3) tell people in advance about changes 


that will affect them: +) make the best use 
of each person’s ability; and 


kne Ww 


them 


) let people 


how things should be done by doing 


well yourself.’ Remember, coopera- 


tion must be given to be gotten! 


TEACHING THE MANAGEMENT JOB 
By LeROY F. HARLOW 


City Manager, Daytona Beach, Florida 


B fers iob of the city manager is to get 
things done. Getting things done through 
and 
g ideas in terms they 
When we do not 


is Our Gepartinent 


others requires speaking their language 
thinking and expressil 
understand and preciate 

' 


speak the ry nevuave 


ees the res 


ilt is frequer 


which pre 


ing the city an attractive, comfortable. socia- 


ble community to live in ol coordinating 
n, equipment, and supplies needed to 

byectives; and of doing it with 
ind fullest 


ills. Your ind mine in 


ill this will dep id on 


value to those who 


~cce 


our 
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language must include an understandable 


philosophy ol democratic 


government, da 


code of ethics, and a full et ot constructive 
attitudes toward the public service 


It is 


to inipart our language and con epts ot man- 


a spec ial responsibility ol managers 


agement to department heads and employ- 
ees who in turn must impart similar concepts 
to their Here 


are some of the basic concepts that we must 


subordinates and colleagues 


yet across 
1. Clear and complete ideas of the rea- 


sons for city government The government 


and all its organization and facilities exist 
solely to serve all the people of the com- 
munity 

2. ‘The government exists to provide serv- 
ices that the people would be unable to 
furnish by themselves acting individually. 
We can take away the largest single private 
business in the city, be it a packing plant, a 
soap fac tory, or a power Company, yet with 
the 
continue to function; but the people would 


be lost if all 


were suddenly withdrawn. Chaos would re- 


some adjustments community would 


the functions of government 
sult until law enforcement, fire protection, 
water service, and health services were rein- 


stated. And these are by no means all the 
services provided by an active city govern- 
ment, 


». Public 


spectable vocation, despite the criticism to 


service is a dignified and re- 


which city employees are sometimes sub- 


jected. Nearly everyone is familiar with the 
story of the dis« iples of Christ who disputed 
among themselves as to who should be great- 


He replied, “Whosoever 


vou let 


them 
will be chief 


servant’? (Matthew 20:27) 


est among 
him be your 
What better de- 


scribes the public en ployee than that 


among 


he is 
the servant of all? Where is the opportunity 
with courage, 


the 


brighter for living virtuously 


fairness, humility, and charity than in 


city service? 

4. Each employee has a significant indi- 
When we 
speak of the city government we are 
talking ol 


forms, or elections but of the peopl who op- 


vidual contribution to make 


trucks, buildings, 


procedures, 


erate and utilize these things. It is the em- 


ployees who carry on the day-to-day work 


MANAGEMENT 


! 
really important peoy 


city organization 


Organizational charts are not 


ical devices, but symbols standin: 


people whose work together ; 8 plishes 
id of 
might think of the or- 


Alaskan 
like the city 


the objectives of city government. Inst 
a vertical structure we 
ganization as a horizontal team of 
huskies in which the lead dog 
manager) not only pulls his own share of the 
load but also selects the route to make the 


job easiest for the rest of the team 
[hese are some examples of conceptions 
of city government that need to be construc- 
nake the 
the labors of 


city government both more produc tive and 


tively created and reinforced to 1 


management job easier and 
more respec ted. What of the means of creat- 
ing these concepts and directing attitudes 
channels? How can we 


job? I 


into constructive 
the 


methods to suggest: 


teach management have four 

1. We may drill on principles of organiza- 
tion and administration, holding classes on 
the subjects for department heads and super- 
visors; but at every opportunity we need 
also to show the many applications of those 


principles which have proved the theory 


valid. When someone complains of too many 


bosses, right there is a problem of “unity of 
The 


head can understand ‘‘span of control.’ The 


command.” overworked depart rent 
buck-passing superintendent is ready for a 


dose of “‘authority commensurate with re- 


Spo! sib lity” and its ¢ oroll iry, respol sibil- 
ity Commensurate with authority 
In the way of fairly formal training, I c; 
think of no better device 
ment trang course 
Phey combine 
the book with 
ry pomnts our rat 
ymoout ay d wor 
ve staff and I 
ne of these courses 
nicipal Admunistrat 
have, so I Can attes 
tiveness in he Iping to Commun 
portant elements of the managen 
». Forn 


Cant repre 


needs to go into teaching 
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schoolin 


circull 


environ 
for schooling during working hours. In piace 
‘xample, conducting 


ol ¢ thi- 


ol it we Ca! 
ourselves in ! with 
cal stand 


and unusual ¢ tu nts, demand impartial 


a code 


irds eT) Wwe decline VTratullies 


treatment for all ci ns, forbid private use 
of public equipment and 


materials, engage 
i¢ al COontripbutLlons or 
the full light of 
| 


ic becomes 


in and permit 


activities, and encourage 


public ity on city affairs, this coc 


an example and standard for our colleagues 


and an anchor for public respect 


3. There are conferences with individ- 


uals, with their frequent opportunity to ex- 


plain and apply our philosophy of demo- 


cratic government and its application to 


taxation, personnel problems, taxpayers’ 


complaints, Or citizen participation on 


boards, committees and in elections. In 


these individual conterences we Cal Con- 


sciously direct the thinking and attitudes of 


our associates into channels that will pro- 


and 


duce the best kind of community em- 
ployee relations 
Then there is the 


has been mentioned by others on this pare l. 


staff conference which 


Its agenda may be an actual training course 


such as the ICMA courses mentioned earliet 


one or a series ol current 


prot len 


or, more likely, 
management on which we would 


like the advice 


which we 


of our colleagues and through 


should like to develop their unified 


thinking and action. Staff conferences may 


KEYS TO BETTER MANAGEMENT 


« the ultimate technique in teaching the 


ob 1) is al CHnCOUrFAGE 
nd expansion of 1deas ind the 
! 
resolution ol problems yy cdliscussion 
ition we 


For 


ploved in the city government 


} In this bus Cs yn unc 


not forget the written word our 


rust 
associates Cl 
idministrative cod the 


handbook 


LIS¢ dl Spal nely, 


proce 
the eu ployee 
la and directives 


very eflective. For the public, there 


are annual reports, tax leaflets, news releases 


and even public forums or neighborhood 


meetings which are constantly informative, 


public understanding and _ inter- 
preting the ni 
pay the bills 

All of these 


ing the thinking of others in the most con- 


building 


inagement job to those who 


positive measures of influenc- 


structive way demand reciprocity. They re- 


quire the capacity to listen and to hear; to 
understand what is needed and what will be 
understood: to sense the urge of people to be 
mselves to 


told what to do or the need for the 


do the telling ‘Communication as a two 


street’ has become a trit ssion, 


When 
able to 


Way expre 


but it is no less true because of that 


we listen and understand we shall be 


cultivate the capacily to mmpart understand- 


ing 


Phat is man’s God-given relationship to 


his fellow met 


When the pe ople in the or 


rannization and 


the manager think and act in mutually un- 


derstood terms, they will be Sp iking “‘the 


same language and the management job 


will get done 


HOW TO MAKE WISER MANAGEMENT DECISIONS 


By SAMUEL E. 


Manager, Long Beach, California 


City 


said that d 


HAS been 


most 


the 


KecuUtLIVve 


upon sound facts 


ent 


ind be base 


ision making is 


pri- 


process De- 


VICKERS 


upon 


7Zation 


vork 


entcon 
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sult from time to time with your department 


heads ind other KCY pe! onnel bef re 


to let ther 


ticipa mn tin ‘ wement policy 


and 
to ma A Ol your manave ent deci- 
widely known. This will do 
encourad’s 


heads 


Several techniques can be used for the im- 


sions much to 


re active support by our depart ent 


ent dec 


provement ol 
should three 


methods that I have found most he Ipful The 


top anager ision- 


making. I like to mention 


| 


first of these 1s making decisions in advance 


on administrative policy governing routine 
aspects ol the operation of city government 
Qn many of the that 


operations continue 


month to month, and 
little 
the ma 


his time and reduce initiative in the depart- 


from week to week, 


year to year with change, frequent 


repetitive decisions by nager waste 


ments. On such matters as accounting rou- 


tines, personnel practices, or service levels, 
rules to fit most cases can be established in 
advance so that only exe eptional cases need 
be brought to the manager 

should be carefully 


These regulations 


drawn, with maximum participation by 


They 
can then be put in written form as ‘‘admin- 


those who will be affected by them 
istrative regulations’ and be given wide dis- 
tribution. A follow-up system keeps this pro- 
gram alive and ensures compliance with the 
policies. 

A second technique, and a must for non- 
recurring and complicated decisions, is the 
establishment of research facilities to provide 
information upon which to base decisions 
The average city manager has many poten- 
tial researchers at his command in the spe- 
cialists and experts in line departments 


Also, he 


people to specialize in research and fact- 


ay 


designate one or more staff 


gathering on general or specific problems of 
THU LI ipal roverniment 
A complicated question concerning pub- 


lic works, rineering, or other 


planning, ene 
municipal service can frequently be solved 


by information and advice from departmen- 


ven- 


tal officials, but city departments are 


erally so burdened with day-to-day opera- 


tions that they have no one available to per- 


MANAGEMENT 


| November 


nm actual research 


creation ol 


Or al tire 


MOI 


tant has he Iped 


facilities 


about 


housing facilities under 


within the « ity 


] 
not CMploy ipu 


fortunate that lnistrative 


' 


staff was available to gather all of the 


nite rpre t them, and pre sent alternative con- 


clusions for the manager’s consideration 


This type ol stafl service, long a tradition in 
private industry, is 


Prowing st« id ly In imu- 


ises it has made a 


nicipal service. In most ¢ 
marked difference in the quality of decisions 
which a manager has made. 

Ihe third and most important tec hnique 
in making wiser decisions is the use of group 


Many 


Res 
decisions tor 


participation and thinking times a 


manager must make which 


there is not time tor extensive research 
While these decisions must be made prompt- 
ly, they must at the same time be based upon 
judement as sound as careful research would 
provide. The key to this type of decision is 
to bring together for a conference the people 
who know some of the pertinent factors and 
who represent varying opinions on the ques- 
tion. As they confer, their ideas will burgeon, 
opinions will crystallize and ultimately a de- 
cision will evolve that approximates the most 
practical and logical course. 

This kind of staff conference necessitates 
the best possible communications among the 
staff, his department 
heads, for only frank and open discussion 
will the which the 


pending decision demands. It may take sev- 


manager, his and 


bring out information 
eral meetings and tremendous patience, but 
this technique not only brings into any ques- 
tion diverse knowledge, attitudes, and opin- 
ions, but it also insures the partic ipation and 
ultimate concurrence of those who will be 
guided by the final decision. 

lhere are many examples of this last tech- 
nique and [| think most managers can attest 
to its effectiveness 


ol Long Be 


problem which req ured curtailme nt of cer- 


Some years ago, the city 


ich was faced with a financial 
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tain service 


Contere 
sistant Ie 
city engine 
brought the question oO proper { 1 ‘ needed V1 ke wis lecis s when 
determined good 


mend was coi 


Leaflets, Reports, News Letters 


lax leaflets we tributed recer 


Cslencoe. Illinois, and Clark’s Su 


Pennsylvania. The Glencoe leaflet shows 
that 16 cents of the tax dollar goes for the son — , 
vill ive government : cents to se | ools and and Civit frou] Phe 
the balance to the county ar d other age! lor xa uple, 
cies. The Clark’s Summit leaflet shows the P™P4@ration 
monthly cost to the typical homeowner ol the renee public worl 
individual government services scription of an addition to the 
report concerning the ul Cl player 


Teaneck, New Jersey, has issued a report 


program, and speci il Inst illations ol traf 


to its citizens covering the first six months of 
signals for school crossing: 


Manhattan seach i recently 


trol to « 


1953. The report is in newspaper format, is 
printed on enameled paper and is illus 
trated with many photographs of municipal 
activities. The ) ncludes brief sketches | ; 
oo . ity j I yn ] s micl 
of city officials and a char howing the , . 
: paragraphs 
tribution of the ; 
Alhambra, | 
cleaning up yards an 


pan phlets wit inf ! tion tor apy licants | 


measures as 


1 > 
1 week in Richi 


for city patroi ind firemen Each of the | 


ity publishes in the 


pamphlets describes ilifications for the dar of public meet 
position, how to apply, and workin: ond other oft 
f 


Ons, \ ie) 1ea' ication, 


Hits 
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tice of sale: a review ) nt bonds out- 


standing including 


ind fin il 


and collec tions for the pas 


purpose interest 
rate 
real and personal property 
city debt limit: a 
of the 


of the city 


short Statemetr 
purpose Iption 


bond issue; and a descr 
prospec tus 


base. The 
! 


bond houses in the midwest 


S CCONMOTIVM 


was sent to 2 


and the notice of sale was publ shed in a 


local paper and in the Daily Bond Buyer 
| 


Phoenix, Arizona, has issued a 10-page 


bond prospectus sale of 


Ihe 


document is illustrated with photographs of 


to help in the 
$3,500,000 in general obligation bonds 
activities in. the and 


Various CCONnOTE 1 city 


contains Comprehensive economic data in 
addition to direct information on city gov- 
ernment finances. ‘The prospectus includes 
background facts on key city officials such as 
the city manager, director of finance, and 


director of public works 


Planning Reports 
Lhe I linois 


mission has issued a six 


Evanston, planning com- 


page folder which 


describes plans for a new city garage, out 


Canadian City Incorporates 
under Manager Plan 
NEW C 


2 
province olf brit 


macdian city, Kitimat, in the 
h Colun bia Was Ille- 
March | to serve 


dential and service center for a large si 


\lun Tull 


corporated on as the resi- 
elter 
plant by tructed by 
© ! inada lwo 

undeveloped jorest 


population s 


pot 
borrow 


wn ipal code 


ember 


rhbhorhood con- 


-“CnaActer 


ing the eport lists n 


| OI 


li provements programming, 


parks and beaches, tra neerimg, ecn- 


couragil icighborhood 


I7ZALIONS, pro- 


viding off-street) parking lots, research, 


school building programs, study of housing 


problems, planning public buildings, and 


zoning amendments requiring off-street 
parking for new buildings and the deve lop 
ment of a long-range land-use plan 

In Pomona, California, the city planning 


booklet 


CIVIC 


outlining 
| he 


report reviews population growth during the 


commission has issued a 


the need for a new City center. 


past 60 years with estimates for the next 20 
Ihe 


type of arrangement of public office build- 


years advantages of the civic center 


ings are reviewed in the report, and planning 


requirements are outlined. The report pro- 
poses a site for the city civic center including 
a half-page acrial photog 1} h which shows 
the existing structure, 


strects, and public 


buildings In} the 


April and in 


organization, 


mediately be- 


stafling, 


cil was elected in 


gan work on and 


adoption of basic policies and laws. ‘The first 
by law adopted established 


code 


the muni ipal 


including skeletal table of contents 


to cover all future -laws of a general na- 


ture 


lhe code now Contains provisions on 


pro- 


cedure for council meetings, powers and 


dutics of the 1 icy nanager, and trades 


licenses. Other ! al in ( ton 
protec - 
ssment roll 


nsultant, a 
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. treasurer-collec- 


Y Inspecto! 


| on July 


those 


creater 


is with 


ike 


Most o 


ireca for at 
cipal boundaries 
nment, and it 
reas will he res rved for 
t acriu ultural uses, the re 
il greenbelt around the 


McC 


Kitimat, 


urban unity ( HENDERSON, 


municipal 1 sritish Co- 


lumbia 


To Study Adequacy of Fire 
and Police Services 
P' BLIC Administration Service is under- 
taking a comprehensive study and ap 
praisal of municipal police and fire organiza- 
tions. The 


the Willian 


outcome ot et 


study, financed by a grant from 


\ olke I 


wine Concern amon 


the ace 


Charities Fund 


to quac' 


preset ) uetv organizauions 


[he question which the project 


dresses itself is, ° what extent is the tra 


tional organi7 11or police al ire servic 


ipal respon- 


tee hnoloey ol 


Triuiriie 
Irces, and 
endless variety ol Opin- 


ire held on tl subject by 


are acknowledge Mmhnorites in 


fields. On © one hand it ts said, in et- 


tive 
and fire is fire and 


on 


) hice 


fect. that ‘police 


never the tw the other 


hand SOT 


ther points of 


oO alten 


a plan or plans of 
the 


organization Incorpo! ite 


DHE 


MONTH 


valid elements of each point of view together 
with forward-looking recommendations tor 


change 
City administrators will be asked to pro- 


vide factual information about thei police 


and fire departments through questionnaires 
Intern Managers As 
will send out this fall and 
fs. PAS will follow-up the ques 


tionnal d prepare | 


which the itional City 


sociation to tire 


police chu 


reports ol t 


using its regular statl together w 


th spe il 
S( lee ted 


iltants for 
A number of 


groups particularly concerned with public 


cons pects of the pro} 


ect sors 


representative ol 


safety, will be asked to criticize the progress 


and findings of the project in order to ensure 
that all pertinent aspects of police and fire 
work are covered 

The project will take about one year to 
complete. It will provide a number of mate 
inistrators and pos 


ol 


to city ad 


the 


rials of value 


sibly pave way for the installation 


some revised public Salety organizations 


H.G 


Service 


Pore, director, Public Administration 


Developing Fire Alarm System 
with Microwaves 
p™ JENTX, Arizona, is deve loping a fire 
alarm system based on high fre 


Phe microwave system 


used to link the 10 fire 


ultra 


quency microwaves 


would be tations in 


the city in a continuous loop. Fire alarm 


boxe Ss would still bye Opel ited thro if h wire 
ach fire 


ith 


but « alarm box would be connected 


by wire w the nearest of the ten fire sta 


rather than with the headquarters sta 


tions 


tion fire alarm box wires would tet 


icrow itter om the 


send 


CTrOW 





PUBLIC MANAGEMENT 


bids 
Microy 


alarn ySter 


acceptance for fire ins 


by the National Board of hire nderwriters 
Microwaves are the radio way 
length of 


than 


the wave light and ; > 


uc h 


shorts I 


commercial radu WAVES and 


Mi rowaves Can be 


concentrated beam 


short waves 


a narrow which can 


carry simultaneously telephone conversa- 
raph, teletype, 


control circuits 


tions and teleg telemetering, 


and supervisory 


City Employees Enroll 
in College Classes 
N OGDEN, Utah y112 


ployces, more than 300 of them, 


all city em- 
will he 
enrolled this fall in evening in-service train- 
ing ¢ lasses at a loc al state college. Each em- 
ployee will enroll in classes which will be of 
direct benefit to him on the job and upon 
successful completion the employees will be 
awarded certificates 

This broad training program grew out of 
city’s experienc e last year with a nine-month 
course for 60 police officers and also a special 
course for department and division heads on 
the technique of municipal administration, 
based on the training manual issued by the 


Managers’ 


| ast spring both groups rec eived certificates 


International City Association 


ol « ompletion from Weber College at a cere- 


mony attended by prominent citizens 


One of the greatest benefits of this in-serv- 


ice training program has been that it has 


improved relations between the city govern- 
] 


ment and the general public 


evarding the provraih has 
favorable. The president of the Trad 


cil, represent 


’ rt 
purposes 


closest to 


Loc use d nto 


aiso in the 


pe rlormed 


en ployees is 
Mi mibers of the 


} 
i iSs 


{ 


1dors i 


ises the 


tion to the school 
Ihe city pays the entire 
ing program which this year will amount to 


approximately $2,500 The council. the 


manager, the department heads, and the 

believe that 

penditure has produced results worth many 
In fact 

agreed that it is the best expenditure the city 

made E | ALLISON, 


ager, Ogden, Utah 


general public this small ex- 


times the dollar cost it is generally 


has ever city man- 


Urban Crime Rates Show 
Slight Upward Trend 
wos in urban areas in the United 

States during the first half of 1953 in- 
creased one-half of 1 


half of 1952, 


Investigation 


the first 
according to the Federal Bu- 


pel cent ove! 


reau of Crimes against per- 
sons increased 6.2 per cent for the same pe- 


riod led by aggravated assaults which rose 


AD per cent. Robbery and larceny dropped 
but auto thefts 


ipproximately 0.5 per cent, 


showed a gain of 4.8 per cent 
The largest cities had the 
dence of crime in all classifications except 


larceny during the 


highest 


WiCl- 


first halt 


states 





NEWS OF THE MONTH 


» budget message of Midland included 
mentary ach of the changes 


n those of 


City Budgets Contain Extensive 


Detail 
BLICG MaANAGEMED 


louide 
ude 





Revenue Source for Cities 


oo iluation | propert 
url is increased 6 per 


1953. A vey by the National 
Assessing Offlicers among 48 citie 


ties over 100,000 population showed this to be the 


in large 
cent in 
Association of 


and 24 coun- 


largest increase of any of the past four years 


County valuations rose 17 per cent on the aver- 


ave, while city values went up 4.0% The large 


county increase is attributed to the suburban 


movement of shopping centers, industrial plants, 
and residential developments. The largest single 


increase (130 per cent) was reported by Erie, 


Pennsylvania, which revised its assessments from 
a 1952 base. Asses 
cities increased 25 per cent o1 
Akron, Atlanta, 


Three cities (Akron, Buffalo, 


reported losse 


a 1932 base to sed valuations in 


three other more 


over the previous year and 
Corpus Christi 


Salt Lake City 


and 


sin land value . but 


increases in the v iluation of iiproveme nts nore 


than offset these decreas 
Reorganizes Municipal Court 


In ‘Tucson, Arizona, the city has reorganized 
the city court in an effort to render better service 


The 


Hhavistrate 


relations judge- 


the old 


and to improve public 


prosecutor functions of city 


have been separated and a licensed lawyer as- 


signed to each post. The magistrate must be on 
duty from & A.M. to 5 P.M 


jury trial when dem 


, and he must provide 


{ 


inded by the defendant. The 


court now meets in the recently-remodeled coun- 


cil meeting room on the first floor of the city hall. 


Under the old arrangement the court met in a 


room. in the basement of the city hall adiacent to 


the city jail. Persons charged with minor traffic 


violations are summoned to appear at 11 A.M. and 


all other persons are tried at § A.M., thus separat- 


criminals from traffic violators in a 


move to increase the good will and prestige of the 


ing petty 
city legal and police departnients 


Firemen Enroll for Training 


Approximately 400 firemen from southern 


registered for classes this fall in 
otfered by the 


California have 


the fire administration program 


administration of the University 


More 


Angeles area have been attending 


school of public 


of Southern California. than 800 firemen 
from the Los 
classes in the program and several have received 
administration 


the skills, 


knowledge, and techniques of fire administration, 


degrees and certificates in fire 


The program provides training in 


j 


and 1s ain 10 per cent of fi 


pl xvees who wi ‘ventually be in administrative 


The 


positions courses are designed to teach 
budget preparation, planning, personnel and 


fire depart- 


training problems, and organizing ' 


ments. Two classes per week are scheduled on 
alternate days so that firemen « in attend either 


j 


of the two SeCSSIONS depending on aut hours 


Courses are open to any adult, but students must 
meet the academic standards of the class which is 


enrolled 


Police Test Offered to Cities 
The Civil Service Assembly is offering public 
new ready-to-use test for 


Ihe CSA 


which was 


personnel agencies a 


selecting police recruits test 


evolved from a pilot draft 
tered « l basis t olice mn] d 
req on a tria aSis tO police applicants and 1s 
designed particularly to meet the needs of me- 
dium-sized and smaller personnel age) 1es which 


lac I 


test 


tests. ‘The 
takes 
It tests basic aptitude 


facilities for preparing their 


own 
I 


contains 120 short-answer items and 


less than two hours to give 
for police work and can be used on either small 


or large groups The test will be m ide available 


only to responsible public officials. Inquiries 


Civil Service Assembly, 
1313 East 60 Street, Chicago 37 


should be directed to the 


Police News 
Hartford, Connecticut. is beginning construc 


The work 


will involve reconstruction and modernization of 


tion of a new police and court building 


an abandoned school building in the downtown 


Police 


laboratories, a pistol 


section of the city facilities will include 


Cri range, gymnasium, 
training facilities In Philadelphia, 
| 


all future candidates for the position of police pa- 


jail, and 


trolman will take psychiatric examinations to 
stability. . In \lexan- 


dria, Virginia, the police de partment has modi- 


he Ip ensure emotional 


fied and strengthened its night patrol procedures 
to give better protection in business sections. In 
the first six months of the new plan, nearly 7,000 
doors to business houses were found unlocked 

In Phoenix, Arizona, all police officers take daily 


roll-call training, consisting of a 15-minute dis- 


cussion on some police problem. A ‘Training 


Bulletin” is issued weekly to state the problem 


and possible solutions and to keynote the discus- 


sions. Instruction and discussion sessions are con- 


ducted for five days by the lieutenant in charge of 


each watch and the sixth session consists of a 


[ 258 | 





AMERICAN 


State tax cr 


taled 10.5 billion dollars, ’ per cent 


over the ind 


an increase cent over the 1942 amount 


of 3.9 billion doll $ ll major tax categories ex- 


cept property and corporation net income taxes 


increased during the with the largest in- 


provided by 


and 
The largest 


sales 


crease sales VTOSsSsS Tre- 


ceipts taxes and by gasoline taxes 


revenue producers were the general and 


@TOSS rece ipts taxes, y isoline taxes, alc oholi bever- 


age taxes, motor vehicle license taxes, and indi- 


vidual and corporation income taxes. Per capita 
in | ) range from 


in Washington to a low of $37 in New Jer- 


amounts ol 
$107 


State tax revenue 


sey, and the 48-state average was $68 


[he prop- 
all 


and other statistics are 


accounted for 
lL hese 
shown in the recent Census Bureau report State 


lax ¢ llectror , Ww] fig 


swith a fi 


erty tax only per cent ol 


state tax collection 


ures shown for 4. 


state ling on June 30, 1 , 


and for six states with fiscal years ending on an 


earlier date 


Cities Build Sewage Plants 


( 


PPIES 


Parking and Traffic News 
Hartford, ¢ 


a 1,000-car parking garage 


onnecticut, has acquired land for 


to be located in the 


be 


stimated cost 


business district. Const will 
fall of 1954 at 
The Vv 


& OO feet of the 


central euon 


completed in the an ¢ 
- located within 


\ sec- 


been built on city 


of $2,900,000 irage will be 


central shopping district 


ond garage for 600 cars ha 


owned property in the business district by a local 


depart nent store \ contract provides that the 


store will operate the garage for 20 years at an 


annual rental of $6,000 alter which the building 


be 


lighting syster 


will turned over to the city iodern 


street 1 


H 


downtown section of irtiord 


times as powertul 


tion synchronized 


mciudaing pedestrian 


downtown 
mentn 


boatin 





P60) 


tate legislat ire has passed an 


In Michie 


act provid a system of licensing and regulating 
lential contractors by the state corporation 


appli ible 
lation ol 
count ipervi 


e under pro the act 


Adopts New Pay Plan 
Dalle 


pl im Upon recor 


()reur I 
new pa 
of five 


minimum 


manager which provides 36 s. inves 


steps each. The een the 


| spread betw 


and maximum steps of ea h range is 25 per cent, 


and each range starts at the second step of the 


next lower range. Step one is the entrance rate 
for a particular class of positions, and step two 


will be 


probation iry 


vranted after successful completion of the 


period. Step three is the middle 


value of the range and the rate ordinarily paid 


to fully qualified, experienced, and conscientious 


employees. The fourth step requires above aver- 


ave periormance and one year in step three 


Step five is a reward for outstanding performance 


and will be granted only on recommendation of 
the department head. The city manager lists four 


advantages of a formal-type pay plan for this 


city: (1) it provides a career service with incen- 


tive to the outstanding employee; (2) it facilitates 


cost of living adjustments by assigning all posi- 
tions to the next higher or lower range; (3) it as- 
sures compatibility with tax limits; and (4) it 


facilitates annual budgeting for personal services. 


Recent Finance Developments 
The federal General Services Administration 
now permits all federal government agencies to 


establish “open” accounts with suppliers to fill 


local needs. The arrangement is similar to charge 


accounts for individuals, and a single billing at 


specified intervals covers all purchases and elimi- 


nates the need tor purchase orders for 


bederal agencies may ust 


eparate 


each transaction their 


own discreti ) ! limits and the total pur- 
chases involved 
‘The same 


the basis of price 


GSA regulation warns 


polici ippliers on 
chandise and re 

blanket iran 

as to purchase 

ods."” . I hie 

sociation has 

Vfunicipa 

book is a 

and cont 


balance 


PUBLIC MANAGEMENT 


expenditure account classificati 


describing use and 


ind expe 


enue c] 


municipalities 


month, but t 


lecline 


will « penditul 
Capitol in ‘ ment 


York, has 


city council n 


ly, vs | he ’ } 
reaquced the annual 


from $4 


inute 


ubstituting the t proce 
printing. ‘The 1 its 


and 


purchase 


uses it also for reproducing stationery, form 


letters, and certain records 


Cities Pass Ice Box Ordinances 
Seven cities have passed ordinances in the last 
few weeks to prevent unused ice boxes from be- 
coming death traps for children: Beverly, Massa- 

Pakoma Park, Marvland; Olean, New 
York; Youngstown, Ohio; Jackson, Tennessee; 
Warwick, Virginia. The 


Youngstown ordinance sets a $50 fine for failure 


( huse tts: 


and Hampton and 
to bolt tightly the doors of old ice boxes or to re- 
latches and locks, and the Beverly 
fine of $20. The 


Warwick 
| 


lopted after the 


move their 
ordinance includes a 
and Hampton ordinances were ai 
cast-oll 
be th 


or other containers with 


death of four boys in a refrigerator in 
Richmond, 


boxes, reltrigerators, 


Virginia, and state that ice 


ilf- 
tight doors or locks cannot be left in plac es ac- 
cessible to children unless the doors or locks are 
taken off 
$100 or 


Phe ordinances call for a fine of $10 to 
10 days in jail. The Olean « 


makes it a misdemeanor to leave 


j 
rainance 


children might come across t 
and sets a fine at $100 or 3 
| ikoma Park 
ment, and in Jackson the city 
the fine 


cannot be 


ordinance sets 
Illinois state law rec 
stored in accessil 

doors have | 


een removed and 


and ora ‘ jail sentence 


Public Works News 
In San Dies 
crews itrol the 
Stre 
on 


bel 





WHAT AMERICAN CITIES ARE DOING 


Ordinances Adopted 


inances 1 I n 


in Paris, Kent 
we tallati I 
Ontario; pr 
bridges or other 
nati, Ohio des 
aciense rout 
iting 

ing in any busi 
kosh, Wiscon 


service training prograt yur itv, and field 
certain stree 
‘ exercises or training for d “ he National 
noma itv, Oxlal 
(suard or an organized \ t the Armed 


Prepares Disaster Plan Forces. Compensatory leave is used as compensa 


. ' tion for overtime work Iwelve days of annual 

Lansing, Michigan, is developing a mastet 
leave are given for } 1 vice with 
disaster plan to meet emergencies such as the : , 
. increasing VOrKING ays alter the 

tornado which went through the Flint, Michigan, 
isc} \ Employees with 20 ye r more of 

area. The city will establish a definite plan of co- 
e 18 days annual leave. All absences 
operation amor various public and_ private 
1 not chargeal le to a re rular le ive ol 
agencies for rescue work, policing, medical treat- ; 
ount must be charged to annual leave, 
ment, removal ol Vi 3; ft hospit il electric , 


im atysence 18 
la The ordi 


attendance and 


power and cor 
Demolition sq 
trained by the fire 
ing in the develo 
are the hea 
ganizations, 
lance operator 
partment incl 
owners of hea 


organized to clean 


Adopts Off-Street Parking 


0 i ted a co pre Cl 
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abandoning written appli- 


‘tions larantee depo tic Water 


\ 


from 


account istomer depos how r, mav be 


required any person 


Satislactory credit rating 


Social Security Developments 
Five 
Dakota, 


social security to provide 


States Virginia, lowa, Ore 


ron, North 
adopte d federal 


and Wyoming—have 


coverage in addition to 
state retirement plans. lo conform to federal law, 
each state had to liquidate its 
for 


new 


state plan, adopt 
federal 


tate 


enabling legislation social security, 


and the ne tabli h a retirement system 


NATIONAL TRENDS 


Item Basis 


Index! 1947 
Index? OF 


Deaths 


Consumers’ Price 
Municipal Bond 
Motor Vehicle 


Nonfarm Dwelling Units‘ 


49 100 
yield 


100.000 + 
’ t 


10D 
In 1000s 
Construction Cost Index 
| 
of family | luet 


B 


of wage 


nited State ureau of Labor Statistics 


wners and lower 
ised in January, 1° 


bond yield 


and Natior 


mber of url 


ite 


rATEMENT ( | l Yl ( UGI 1, 19 
A AMENDI 
lie 
OW 


AND JULY 


OWING THI 


125.2 


This index av 
sal iced 


ind 


Michi 


plans, 


to supplement ran 


and Arizona, whicl oO ve state 


brought their federal social se- 


curity and then nentary ‘state re- 


1 


tirer Grand Junction, Colorado, 


} 
a 


ient 


tery 


iS vandoning a city employee retirement plan 


under federal social security. 
ll be 
The 


made 


] 
to place employee 


contributions wi refunded to- 


Employee 
gether with interest earnings federal social 


security be retroactive to 


January 1, 1951, 


employees’ and its own share of the 


coverage 1s to 
and the city will pay both the 
retroactive 


payments 


IN SELECTED FIELDS 


Same 
Month 
Last Year 


Highest 
in 1952 


Lowe st 
in 1952 


Previous 


Month 


Current 
Figure 


114.3 
Aug 


Sept 


July 


9? 


erages the cost of items making up 70 per cer 


it 


workers in 34 large cities. Figures 


of 15 large cities, four states, < 


il Safety Council 


an and rura 


ex ott t 
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THE AMERICAN HARLAND BARTHOLOMEW 
PUBLIC UTILITIES BUREAU en 
City Planners Civil Engineers — 


Organized to assist municipalities and public Landscape Architects 


groups in public utility valuations, rates ( r C * . 
franchises, accounting, and municipal oi pci hensive City Plans * Zoning F lans and 
eneveun Ordinances © Expert Testimony in Zoning 
Cases ¢ Land Subdivision « Complete Service 
JOHN BAUER, Ph.D., Director on Large-Scale Housing Projects « Park Design 

) , > < . 7 ly 245 
280 Broadway New York 7, N.Y 317 North Eleventh Street St. Louis, Mo 





BLACK & VEATCH 
CONSULTING ENGINEERS BURNS & McDONNELL 


1706 Broadway, Kansas City 2, Mo 


Water Supply Purification and Distribution, Consulting and Designing Engineers 
Flectric Lighting and Power Generation, Trans ’ 
mission and Distribution, Sewerage and Sewage Kansas City 2, Mo Cleveland 14, Ohio 

Disposal; Valuations. Special Investigations 


P.O. Box 7088 1404 Ease 9th St 
and Reports 





THE J. M. CLEMINSHAW CO. GREELEY & HANSE 
IPPRAISALS REVALUATIONS 
Publ Ippratsal Se ( a Publ I st 
slaty gg ‘ate eter dhe: ms Water Supply, Water Purification, Sewerage 
Specializing in the Revaluation of Real Estate , 
and Personal Property for Local Tax Equaliza Sewage Treatment, Flood Control, Drainage 
tion Purposes. Ilustrated brochure upon request Refuse Disposal 


Engineers 


Union Commerce Building, Cleveland 220 South State Street Chicago 4 





MATTHEW CAREY INTERNATIONAL ASSOCIATION OF 
MUNICIPAL FINANCE CONSULTANT CHIEFS OF POLICE, TRAFFIC DIVISION 
Ons mate ki es Fonilick NORTHWESTERN UNIVERSITY 
dt) -Street Parking Facilities . ' 
} C INS UTE 
Financial Advisor for Highland Park, Royal FRAFFIC INSTITUT 
Oak, Wyandotte, Michigan, and Kankakee, Ili- Field Service Draining Research 
nois Automobile Parking System Revenue Bond Publications Counsel 
Issues For City, County, and State Governments 
3703 Kercheval St: : 
gay ey _ Ny — 1704 Judson Avenue Evanston, Illinois 


|. L. JACOBS & COMPANY MANAGEMENT INFORMATION 
MANAGEMENT CONSULTANTS AND SERVICE 
ENGINEERS A Service by Mail to Cities at an Annual 


Surveys Reports Installations Subscription Fee Based on Population 
Organization « Procedure «¢ Bucdgeta Controls 





Includes prompt replies to specific inquiries, spe 
Property Valuation and Tax Equalization cial monthly reports, Public Management, and 
Job Evaluation + Classification * Salary Plans The Municipal Year Book 

Fringe Area Problems * Facilities International City Managers Association 


543 West Jackson Boulevard Chicago 4 1313 East GOth Street Chicago 37 





METCALF & EDDY I. S. SHATTUCK 
ENGINEERS PLANNING AND TRAFFIC CONSULTANT 
Water, Sewerage, Drainage. Refuse and Industrial Development, Residential Develop 
Industrial Wastes Problems ment, Zoning, Trathe Surveys, Parking Surveys 
Parks and Playgrounds 
COMPLETE CITY PLANS 
Masonic Temple Building Wayzata, Minn 


Airfields Valuations “te Laboratory 
Statler Building * Boston 16 











PUBLIC ADMINISTRATION SERVICE 
CONSULTING—RESEARCH—PUBLISHING 
Consultants to Cittes and Other Public Jurisdictions 
Surveys and Installations 
Organization, finance, personnel and all other fields of public administration 


at all levels of government 


WASHINGTON, D.C. 1313 E. 60TH ST., CHICAGO 37, ILI SAN FRANCISCO 





Representatives in principal cities 
B & B ENGINEERING CORPORATION 
Norwood, Louisiana 
FIRE ALARM, TRAFFIC AND PROTECTIVE SIGNALING 
ENGINEERS AND CONSULTANTS 
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PARK-O-METERS, exclu 


} 
proaucing an annual revenue of 


S000) modern 
more than SPOOL 
Originally a “nickel only meter,” the present-day 
‘ ist Pennies, Nicke and Dimes in 
any combinat 
, 


is COM ple ely 


every Operat ne requ need 
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A Consulting Service by Mail to Cities and Towns on a Subscription Basis 


Management Information Service was established in 1945 to help 
officials improve municipal services and reduce costs. More than 750 
cities and towns now subscribe to the Service. 


HOW IT WORKS 


Officials of cities that subscribe to MIS get prompt replies to their in- 
quiries on the best practice in handling a specific problem, what other 
cities are doing about it, and what the trend is. In addition, MIS includes: 


1. Copies of special information reports issued monthly (more than 
100 such reports have been issued). 


2. From one to 12 subscriptions (depending on size of the city) to the 
monthly journal PUBLIC MANAGEMENT. 


3. From one to 10 copies of The Municipal Year Book, which has been 
published annually since 1934. 


Titles of some of the more recent special information reports which have 
proved particularly valuable to municipal officials are: 


Municipal Policy on Fringe Areas Experience with Car Rental Plans 
Filing Systems in City Halls Organization for City Planning 
Procedure in Records Management Administration of Licenses 
Administration of Utility Franchises Personnel Rules and Regulations 
Policy on Employee Relations Purchasing Municipal Insurance 


WHAT OTHERS SAY: 


“A recent report resulted in my city making a saving equivalent to the 
subscription fee for five years.”“—ROSS E. WINDOM, City Manager, St. 
Petersburg, Florida. 

“Our calls on MIS have been frequent—by letter, telegram, and phone. 
Your response in every case has been prompt and thorough. We greatly 
appreciate this fine service which cannot be measured in dollars.”—RAY W. 
WILSON, City Manager, Phoenix, Arizona. 


MIS is available to all cities and towns on a subscription basis regardless of form 
of government. The fee varies with the size of the city. For more details write: 


INTERNATIONAL CITY MANAGERS’ ASSOCIATION 


1313 East 60th Street Chicago 37, Illinois 











